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Leveraged by societal and political discussions as well as legal regulations, organizations are 
increasingly focusing on diversity. The current literature discusses, inter alia, the Balanced 
Scorecard as a management control system for diversity management. The present research 
performed an analysis of the diversity reporting of European organizations and conducted 
expert interviews to gather information about current diversity management practices in 
organizations. The results are processed in the modelling of an Integrated Diversity Scorecard, 
based on the traditional Balanced Scorecard approach. Thus, this research provides a newly 
designed management control system for diversity management which can further be validated 
in practice.  
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1.1 Context and Relevance of the Research 
There are several forces, events, and movements in society that currently trigger the discussion 
about diversity (e.g. gender, nationality, religion, sexual orientation). An example is the Black 
Lives Matter movement in the USA which experienced a recent peak in May 2020 and spread 
discussion about racism around the globe. This event did not only provoke protests and political 
debates but also sparked anti-racism and diversity responses from businesses in the form of 
published anti-racism statements, donations, and pledges to change their internal organization 
(Feintzeig 2020). On the one hand, these actions have been perceived as supportive but, on the 
other hand, have risen the question of hypocrisy (Duarte 2020). To avoid such accusations of 
hypocrisy, companies are encouraged to conduct an honest and transparent audit, publish the 
results (Feintzeig 2020; Pedulla 2020) and, moreover, set objectives and targets which are 
attached to the manager’s performance goals to ensure accountability (Jain-Link, Taylor 
Kennedy and Bourgeois 2020). The Balanced Scorecard (BSC) is a Management Control 
System (MCS) that was explicitly designed to comply with the requirements of a successful 
strategy implementation and integration of non-financial performance indicators (Kaplan and 
Norton 2001). This instrument has already been adapted and further advanced to a Gender 
Balanced Scorecard (Wijk 2007), to a Diversity Scorecard (Hubbard 2004), and an Open 
Balanced Scorecard (Hermann-Pillath 2009). The present work project critically reviews the 
existing literature on the topic and collects data to evaluate the applicability of the BSC as a 
MCS for Diversity Management (DM) leading to the modeling of a newly designed 
management control system for DM – the Integrated Diversity Scorecard. 
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1.2 Aim and Objectives 
The overall purpose of this work project is an evidence-based conceptual model of an Integrated 
Diversity Scorecard (IDS) based on the traditional BSC methodology. Throughout this research 
the following objectives are being pursued: 
Objective 1: Critical review of literature’s perspective on the application of MCS in DM 
Objective 2: Usage of primary and secondary data to evaluate the relevance of DM and the 
applicability of the BSC as a MCS for DM  
Objective 4: Evidence-based recommendations for the design of an IDS 
This research provides an added value to the literature as well as to organizations by reviewing 
the existing practices from a theoretical and practical perspective as well as providing a set of 
practice-oriented recommendations. Thereby, the preliminary research on the further 
development of the BSC, which is presented in chapter 2, gets updated with the prevailing 
methodologies and practices from organizations. Furthermore, this work project focuses on the 
realistic depiction of the status quo of diversity reporting in organizations and ready-to-use 
recommendations with a high acceptance probability and low implementation implications in 
organizations. 
1.3 Research Structure and Approach 
The present work project is structured as followed. Chapter 1 introduces the relevance of DM 
in a business context and connects the organizations’ MCS and reporting to the topic. Further, 
the aim and objectives of the research are illustrated. Chapter 2 provides a critical review of the 
existing literature on the theoretical concepts of DM and diversity controlling, as well as a 
review of the methodology of the BSC and its applicability for a diversity MCS. This chapter 
aims to identify the research gap upon which Chapter 3 is based on. Chapter 3 presents the 
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research questions and specifies the applied research methodology. In chapter 4, the 
EUROSTOXX50 companies are analyzed regarding their current diversity reporting. Further, 
a qualitative analysis in form of expert interviews is performed to get a practical perspective 
concerning the relevance of the topic, current DM practices, and performance measures and the 
evaluation of the BSC as a tool for DM. The results of these two preceding parts are connected 
to outline propositions for the design of an IDS. Lastly, chapter 5 gives a conclusion and chapter 
6 discusses the limitations and gives recommendations for further research. 
 
2. Literature Review 
The following chapter introduces the topic of DM starting with the focus on the relevance of 
DM and the definition of terms. It further investigates current recommendations for measures 
in DM and illustrates propositions for the application of the BSC approach for DM. 
2.1 Diversity Management 
Over the last decades, there was a trending shift in the focus of performance evaluation of 
organizations towards non-financial key performance indicators (KPIs) regarding the 
environmental, social, and governance (ESG) impact which can be traced back to societal 
expectations (Baldini, et al. 2018). This movement was further driven in 2015 with the release 
of the Sustainable Development Goals (SDG) by the United Nations which represent a call for 
action and provide precise objectives under the 2030 Agenda for Sustainable Development 
(United Nations n.d.). Moreover, the recent Deloitte Millennial Survey (2019) discovered that 
Generation Z is particularly choosing their employer by standards concerning sustainability 
which puts organizations under pressure to address these topics. Within the social aspects of 
these progressions, the relevance of DM has been increasing as a response to economical, legal,  
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and social changes such as globalization, emancipation, and demographic aging (Amstutz and 
Müller 2013). Organizations are reacting with diversity strategies and initiatives and are 
advancing functions regarding DM.  
DM describes an organizational culture that acknowledges personnel diversity as an 
opportunity and incorporates diversity on different levels, starting from strategy, human 
resource functionalities, and, on an individual level, leadership competencies (Müller and 
Sander 2005). Further, DM is seen as an interdisciplinary approach across all business units of 
an organization (Arredondo 1996). Ultimately, DM aims to increase the advantages of diversity 
and to minimize its disadvantages (Cox 1993). In the scope of DM, diversity is mostly 
characterized by the dimensions gender, ethnicity, age, sexual orientation as well as physical 
and mental abilities (Gardenswartz and Rowe 2010). These dimensions are congruent with the 
primary dimension of the “Diversity Wheel” and are called the “interlocking segments” which 
are the core of our human identity and are most evident at first sight (Loden 1996). The primary 
dimension includes less visible characteristics such as income, marital status, and education 
(Loden 1996). In a broader concept, the theory of the “Diversity Wheel” has been further 
developed and two additional layers were added. “The four layers of diversity”-concept by 
Gardenswartz and Rowe (2010) sees the personality as the core dimension. However, this 
concept is too diverse and individual for an organizational context so that the original core 
dimension with five social categories “gender, age, ethnicity, sexual orientation as well as 
mental and physical abilities” prevails as the focus in DM (Pless and Maak 2004). 
The advantages and disadvantages of diversity in organizations have been comprehensively 
discussed in the literature. Noting, for instance, a positive relationship between gender and race 
diversity with improved financial performance such as sales revenue and profits (Herring 2009) 
(McKinsey & Company 2015). Further, diversity increases creativity and innovation which 
provides the basis for competitive advantage (Basset-Jones 2005). Through a better 
7 
 
understanding of customers, diverse organizations are able to obtain higher employee morale 
strengthening job satisfaction and employee loyalty (Sania, Kalpina and Javed 2015). However, 
research also disclosed limitations of the effect of gender diversity depending on the level of 
supportiveness in the organizational environment (Dwyer, Richard and Chadwick 2003) and a 
general contingency of the positive effects of DM depending on the organizational context 
(Bleijenbergh, Peters and Poutsma 2010). Further, the described effects can only be measured 
with difficulty, hence, the business case for diversity is often facing doubts and criticism 
(Kochan, et al. 2003). 
2.2 Diversity Management in Management Control Systems 
Even though the relevance of DM is increasing due to political, societal, cultural, and economic 
changes, in an organizational context, its implementation and the consequential investments 
need to be justified by quantifying the effects of diversity management (Robinson and Dechant 
1997). Further, the effectiveness of DM is directly linked to the measurements of DM efforts. 
Therefore, to ensure the accountability and monitor the outcomes, MCS need to be put in place 
(Dobbin and Kalev 2016). Supporting this recommendation, research conducted by Motel 
(2016) shows a positive correlation between the reporting of diversity goals within the scope of 
Corporate Social Responsibility reporting and an increase in diversity in the respective 
company. However, Wittbom (2015) states a discrepancy between the purposes of gender 
diversity and MCS since MCS require quantifiable information whereas gender DM mostly 
delivers qualitative results in the form of behavioral transformation.   
For the general design of MCS for DM, literature provides the following information. 
Organizations are advised to report rather marginal and specific KPIs than generic KPIs 
(Wullert, Gilmartin and Simard 2019). This recommendation is supported by the research of 
Apfelbaum, Stephens and Reagan (2016) which states that a “One-size-fits-all” approach for 
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DM is not as effective since subsequent marginalized groups are disregarded with respect to 
larger groups e.g. initiatives for women, in general, are mostly helping white women at the cost 
of women of color. Contradicting this argument, the article by Carstensa and De Kock (2017) 
addresses the requirement of diversity measurements on a firm level.  
2.3 Theoretical Framework: Methodology of the Balanced Scorecard 
The purpose of the following chapter is to review and illustrate the methodology of the BSC 
and show the current developments of the BSC methodology as an instrument of DM. 
Traditional financial performance measures have been the standard during the industrial era but 
they do no longer meet the demands for the successful management of a company in today’s 
challenges (Kaplan and Norton 1992). The BSC, developed by Kaplan and Norton (1992), is a 
strategic performance management tool which derives financial and non-financial measures 
from strategic objectives within four dimensions “Learning and Growth”, “Internal Business 
Processes”, “Customer” and “Financial” (Kaplan and Norton 1992). The MCS based on BSC 
thereby defines concrete actions to achieve the desired objectives surrounding the companies’ 
mission and vision regarding not only the shareholder perspective but also the external 
perspective of the customer as well as the internal potentials within the dimensions “Learning 
and Growth” and “Internal Business Processes”. 
The steps for an organization that are required to design a BSC start by defining strategic goals 
related to the four perspectives of the BSC. This results in a strategy map in which the objectives 
are linked through a cause-effect relationship within and across the four perspectives. For each 
objective, several measures are defined, the targets for the respective measures are set and 
initiatives are specified to achieve the objectives. The hierarchy or structure of the four 
dimensions is thereby not fixed to a specific design and should be adjusted to the organizations’ 
priorities, matching their individual strategy (Kaplan and Norton 2001). Further, the objectives 
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are leading to a specific target setting and planning of initiatives to achieve the set goals (Kaplan 
and Norton 1996). The BSC is not only a tool for performance measurement but also a 
communication tool that translates the organization’s strategy to all management levels by 
cascading the objectives and aligning the individual performance to the organizational targets 
(Kaplan and Norton 2001). Therefore, all employees are included and their contribution to the 
realization of the organizations’ strategy is transparently tracked.  
As the BSC is a well-established strategic management tool, there have been further 
considerations in literature to apply the instrument in DM which are illustrated in the following 
subsections.  
2.3.1 Gender Balanced Scorecard (Wijk 2007) 
In response to the EU regulations about gender mainstreaming, which is a holistic gender 
equality policy approach considering effects on gender equality in all societal and political 
decisions (Abels and Mushaben 2012), Wijk (2007) developed the Gender Balanced Scorecard 
to provide a long-term instrument that supports individual organizations with gender diversity 
goals. Wijk (2007) argues in favor of the BSC as a DM instrument concerning the high 
acceptance and characterization as a long-term strategic management tool that can achieve 
significant structural change. The methodology and procedure of the traditional BSC approach 
remain the same, but Wijk (2007, 487) presents the following options for the specific design of 
the Gender Balanced Scorecard:  
1. “specific gender measures to the traditional BSC 
2. adding a fifth gender mainstreaming perspective 
3. developing a number of new perspectives or 
4. combination of using the traditional perspectives and add specific gender measures and add 
one or more additional perspectives to the scorecard.” 
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“Optional additional perspectives can include: organizational culture, community, leadership 
commitment, and workforce profile” (Wijk 2007, 487).  
Primary research on the acceptability and applicability of the Gender Balanced Scorecard found 
that the organizations were at that time not likely to implement the instrument in any form (Wijk 
2007). Wijk (2007) conducted expert interviews from the industry to validate the different 
options of the concept. The interview partners named the complexity of the design, bad 
economic situation, measurement of intangible assets as well as the resistance to cultural change 
as the biggest obstacles and stated a low probability of a practicable application of the Gender 
Balanced Scorecard at that time.   
2.3.2 Diversity Scorecard (Hubbard 2004) 
The Diversity Scorecard (DSC) by Hubbard (2004) is another application of the traditional BSC 
approach but unlike the Gender Diversity Scorecard by Wijk (2007), it broadens the 
methodology to all dimensions of diversity. The development process of the Diversity 
Scorecard is the same as for the traditional BSC. However, Hubbard (2004) replaced the 
original perspectives with six new perspectives customized to DM. The specific design of the 
DSC varies depending on the organization’s individual diversity strategy but should follow the 
following format of perspectives:  
- Financial impact: Shows the long-term results in financial performance measures such 
as growth and profitability; traditional management control in form of financial 
measures and key ratios 
- Diverse customer/community partnership: Based on the assumption that 
organizations are currently missing business opportunities by neglecting the diversity 
factor of their customers and standardizing their general advertising, product, and 
service; defines expectations of diverse customers, how the expectations can be met, 
and the customer’s willingness to pay.  
11 
 
- Workforce profile: Depicts the performance of HR functions such as employee 
recruiting, selection, and retention with regards to the objective to establish a diverse 
work environment 
- Workplace climate/culture: Reflects the effects on job satisfaction and employee 
performance based on efforts to create a diverse and inclusive organizational culture  
- Diversity leadership commitment: Leadership as the first requirement for a diversity 
change initiative; measuring the degree to which the organization’s leaders are applying 
diversity effort through demonstrated actions and behaviors 
- Learning and growth: Builds the basis for all other perspectives of the DSC as it 
reflects the competencies and capabilities of the workforce regarding diversity and 
inclusion 
2.3.3 Open Balanced Scorecard (Hermann-Pillath 2009) 
The Open Balanced Scorecard (OBSC) approach by Hermann-Pillath is a direct reflection and 
assessment of the Diversity Scorecard by Hubbard (2004). Hermann-Pillath (2009) states that 
the solemn measurement of diversity is not sufficient and that the process of the development 
of the BSC is the critical point where diversity already needs to be considered. The OBSC 
consists of the same four perspectives as the traditional BSC. However, contradicting the 
traditional BSC methodology, the OBSC suggests a disruption of the process of strategy 
development. Rather than predefining the strategic objectives and cascading them downwards, 
a parallel bottom-up process in the individual functional units for the definition of strategy is 
implemented. Thereby, diverse groups are the main players in this dynamic process (Hermann-
Pillath 2009). These diverse focus groups or councils are composed under the premise of 
“stakeholder inclusiveness” (e.g. shareholder council for financial perspective, customer focus 
group for customer perspective, supplier council for internal process perspective, and student 
focus group for learning & growth). The DSC (Hubbard 2004) can thereby serve as an 
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additional instrument that supports the development of the OBSC but is not perceived as the 
primary management control system. 
2.4 Summary 
Diversity has been a focus topic in society, politics, and business over the last years and is 
evermore present in recent discussions. DM is a discipline adopted by organizations that see 
diversity as a driver for business. In order to measure the impact of diversity initiatives and 
increasing expectancy of accountability to stakeholders, management control systems need to 
be set into place. The BSC has been investigated as a management control instrument for DM. 
The Gender Balanced Scorecard by Wijk (2007) has identified a lack of commitment of 
management and businesses for the topic. The Diversity Scorecard by Hubbard (2004) extended 
the traditional approach of the BSC and introduced new perspectives to the methodology 
including internal and external diversity as well as no limitation to the diversity dimensions. 
This approach has been critically reviewed by Hermann-Pillath (2009) who suggested a broader 
concept. No further discussions, research studies, or practical application examples of the 
introduced transformations of the BSC as a MCS for DM were been found in academic 
databases. The present work project, therefore, aims to depict a more recent view on the topic 
examining the status quo of diversity reporting and gathering primary data to develop an IDS.  
 
3. Research Methods 
The following chapter illustrates the specific details for the underlying research methodology, 
the research design, the methods for data sampling as well as the approach for analyzing the 




RQ1: What is the current relevance of DM in organizations? 
RQ2: What are current performance measures in DM? 
RQ3: How can the methodology of the BSC be used as a MCS for DM? 
3.1 Research Methodology 
The present work project is based on an inductive research approach which explores actions, 
opinions and, perceptions and, build on the respective results, develops a theory (Bryman and 
Bell 2011), which in this case is the model of the development of the BSC as an MCS for DM. 
As the literature review shows, the topicality and applicability of the further developments of 
the BSC as a MCS for DM are questionable and no further discussions, verification, or evidence 
of practical applications of the models were found. 
3.2 Research Design 
The research was conducted with two different research approaches to gain a holistic view on 
current practices in organizations concerning DM strategies, initiatives, and measures as well 
as opinions on the applicability and modification of the BSC for DM: 
Analysis Diversity Reporting 
Although the relevance and necessity of diversity measures have been extensively discussed in 
literature, the Ashridge survey by Holton (2005) states that diversity reporting is still in an early 
stage and diversity KPIs are only found infrequently and have a strong focus on gender 
diversity. Since the findings of this research might no longer sustain 15 years after the 
publication, a content analysis of the published reports from the listed companies in the 
EUROSTOXX50 was performed. An evaluation sheet (see Appendix 1) has been designed in 
order to quantify the qualitative data. This analysis has two objectives: First, to analyze the 
relevance and status quo of DM (RQ1), and second, to get insights about the applied measures 
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and key performance indicators in the scope of DM (RQ2). The evaluation sheet was thereby 
divided into three parts – diversity strategy, diversity initiatives, and diversity reporting – to 
cover the analog steps in the development of the traditional BSC approach. The diversity 
dimensions (e.g. age, gender, sexual orientation) and diversity perspectives (e.g. customer, 
supplier) were integrated into the evaluation sheet. Thus, the results of these analyses can 
further be applied to design the practical recommendations for the design of an IDS. Regarding 
the diversity dimension, a focus on the five social categories “gender, age, ethnicity, sexual 
orientation and identification as well as mental and physical abilities” was chosen due to the 
findings in the literature review. 
Expert Interviews 
A qualitative approach in form of expert interviews was conducted with the aim to gain insights 
about the current relevance of DM (RQ1) of the status quo of MCS in DM (RQ2) and input for 
the design of a BSC approach for DM (RQ3). In comparison to the quantitative approach, 
qualitative interviews provide more flexible exploratory data (Rowley 2012). The literature 
review, the analysis of the diversity reporting as well as the theory on the traditional method of 
the BSC were used to develop a guide for semi-structured interviews (see Appendix 2). Open-
ended neutral questions were chosen to gain in-depth insights from the interviewees (Rowley 
2012).  
3.3 Sample and Data Collection 
Analysis Diversity Reporting 
As both analyses are confined to the European market, the EUROSTOXX50 companies were 
chosen for the analysis of the diversity reporting. The companies were analyzed by reviewing 
the published information on their website including published reports with a focus on specific 
diversity reports (if any), corporate social responsibility reports, integrated reports, and annual 
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reports. The screening of the companies was performed in a specific order, starting with a 
general keyword search on the website with keywords related to DM (e.g. diversity 
management, inclusion, gender, SDG, ESG, CSR, people, culture). Further, the published 
reports were examined with a similar keyword search. The qualitative information was turned 
into descriptive quantitative information by using the evaluation sheet (see Appendix 1).  
Expert Interviews 
Primary data was collected in form of expert interviews. The interviewees were chosen 
according to their work expertise in DM and /or Management Accounting / Controlling. The 
focus of the questions per interview was chosen according to the field of the respective 
interviewee (e.g. focus on DM for DM roles, focus on performance measures, and BSC for 
Financial Accounting roles). The durations of the interviews were approximately 30 minutes. 
The interview format was video call via Microsoft Office Teams or phone call since all 
interviews were scheduled in December 2020 and COVID-19 regulations did not allow 
meetings in person. The table attached in Appendix 4 gives an overview of the conducted 
interview with anonymized information of the interview partners (IP). 
3.4 Research Analysis 
Analysis Diversity Reporting 
The qualitative information was turned into quantitative data and a descriptive analysis based 
on the recordings according to the evaluation template regarding the three pillars of the BSC 
“strategy”, “initiatives” and “reporting” was performed which illustrated the frequencies and 
proportions. Focus topics regarding the diversity dimension and perspective in diversity 
strategies and initiatives were identified. Moreover, all published KPIs including the 





The recordings of the interviews were transcribed in full and as accurate as possible with the 
online software “Amberscript”. Further, a thematic analysis of the interviews was conducted. 
The transcripts were organized with the online data analysis software “consider.ly” which 
facilitates a qualitative analysis by highlighting respective sections in the transcribed interviews 
with colored tags that can be further grouped into themes (see Appendix 3). Lastly, the data 
was interpreted and discussed. At this point, it must be noted, that six of the seven interviews 
were conducted and transcribed in German. However, research studies show, that the translation 
has no significant effect on the results (Klein-Ellinghaus, Ernst and Makarova 2016). 
 
4. Data Analysis and Results 
4.1 Analysis Diversity Reporting 
The analysis of the diversity reporting of the EUROSTOXX50 companies is divided into three 
parts which are congruent to the three elements of the BSC development: strategy, initiatives,  
and performance measures. Thereby, a direct connection from the status quo of DM and 
diversity reporting to the theoretical framework can be drawn which is further applied in the 
modelling of the IDS. The results of the analysis are illustrated in the following chapter and 
associated with the previously stated research questions. 
Regarding the organizations’ diversity strategies and initiatives, the following results were 
found: 49 out of 50 companies are communicating diversity strategies. This shows a high 
strategic relevance of the topic. Further, 47 out of 50 companies are presenting corresponding 
diversity initiatives. Concerning the diversity strategy, the distribution among the diversity 
dimensions shows a high frequency of generally formulated strategies. All dimensions are 
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approximately equally distributed (see Appendix 6). The distribution among the diversity 
dimensions regarding the diversity initiatives shows a significant concentration on the 
dimension gender, followed by generally stated initiatives and sexual identification / orientation 
(see Appendix 7). The internal perspective is thereby the focus of the majority of the companies. 
The external perspective regarding customers, suppliers, communities, and shareholders is 
rarely stated (see Appendix 8). 
The analysis of the diversity performance measures gives the following output: There is a 
significant focus on the reporting of KPIs regarding gender diversity (see Appendix 9). Further, 
there is an indicative consideration on the dimensions age and nationality / culture / ethnicity 
(see Appendix 9). A comprehensive list of all stated diversity performance measures including 
their frequency can be found in Appendix 10. Moreover, only three of the 50 companies publish 
an independent diversity report. All other companies state their diversity performance measure 
in their annual report, CSR report, or on their website within the HR or separate diversity & 
inclusion section.  
In conclusion, the analysis of the EUROSTOXX50 diversity reporting shows a high relevance 
of the topic based on the extensive publication of diversity strategies and initiatives. Although 
the distribution among the diversity dimensions on a strategic level is rather balanced, this 
observation does not replicate in the reporting of diversity performance measures where a 
significant tendency towards the dimensions gender, age, and nationality / culture / ethnicity 
are shown. Furthermore, there is a notable focus on the internal diversity of the workforce in 
contrast to the external diversity regarding all three pillars. These findings as well as the 
compilation of the found diversity performance measures are subsequently incorporated in the 
modeling of the IDS.  
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4.2 Analysis Expert Interviews 
This chapter analyzes the transcripts of interviews in relation to the research questions. In the 
following, the interview partners’ quotes will be stated with the acronym IP for Interview 
Partner and the number 1-7 according to their chronological order. Overall, several themes have 
occurred in the scope of coding the interviews regarding the topics: diversity dimensions, 
diversity perspectives, DM, IDS modeling whereby an overlap between the topics was possible 
(see Appendix 3).  
Regarding the strategic relevance of DM, the interview partners describe an “existential” (IP6) 
need for diversity strategies stating “legal requirements for the publication of quotas” (IP1, IP3) 
and “shareholder and stakeholder expectations” (IP6) as driving factors. Specifically, “recent 
discussions of the Black Lives Matter movement” and “demands from millennials and future 
generations (IP7) were mentioned. Concerning the future relevance of the topic, all interview 
partners declared an increase in importance. However, IP2 and IP6 express optimism of a 
diminishing relevance of the DM function in the long-term due to the “adaption of the mentality 
towards diversity and inclusion” (IP2). The critical factors identified by interviewees for the 
successful implementation of diversity strategies are “the right people in the respective 
positions” (IP5, IP6), the “analysis of companies’ historical development” (IP5), the “reflection 
on employees, customers and consumers in leadership” (IP5), the “change in mindset” (IP1), 
the “active integration of affected people” (IP1), “a respective leadership mindset” (IP7), 
“raising awareness for the topic” (IP5) and the “quantification of results” (IP2). The interview 
partners regard gender as a focus topic due to the “size of the minority” (IP1, IP2, IP6) as well 
as the “tangibility” (IP1) of the dimension. But there is a trend towards the extension which 
entails the dimensions “gender, national identity/ethnicity/race, disability, generations and 
LGBTQ+” (IP5). This centralization is also reflected in the mentioned diversity initiatives 
which were “Inclusion and Diversity Council” (IP5), “women networks” (IP6), “mentoring 
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across generations” (IP1), and a “rainbow network” (IP5). Further, the interview partners were 
focused on the internal diversity of the organization. 
The interview partners see the BSC as an adequate instrument to “assess the status quo” (IP3) 
and “use it as a benchmark” (IP3). Regarding the general requirements for a MCS for diversity, 
they stated the necessity for an “instrument with low complexity” (IP2), the transparency about 
“the cause-effect relationship of diversity strategies on financial improvements” (IP2), the 
“parallelism of a culture change” (IP3) and the “identification of specific weak points” (IP6). 
The modification of the BSC thereby needs to “ensure the integration of diversity objectives” 
(IP1), the “integration of diversity in the existing methodology rather than a new perspective to 
avoid a separation effect” (IP1), and “the number of KPIs should be limited to specifically 
derived objectives” (IP2). Equally to the report analysis, the KPIs mentioned by interview 
partners had a strong focus on gender diversity and women in leadership positions. IP1 and IP7 
strongly recommend an integrated report into existing financial and non-financial reporting 
preferred to a parallel reporting of DM. 
Interview partners disclosed challenges across multiple themes: “The definition of the gender 
dimension as well as sexual orientation and identity is challenging due to the current societal 
discussions” (IP5) as well as the “explicit terminology about race, ethnicity and national identity 
rather than the broad term internationalization” (IP5). Further, the “complexity of the 
organization and business model complicates the definition of KPIs” (IP4, IP5), and 
“integration of the value chain is difficult” (IP4). However, the main challenges were seen 
within the topic of data management, the “sharing of internal information is a sensitive issue” 
(IP5). “The systemic master data of diversity measures under data security regulations is not 
given” (IP1) and “the data availability for other dimensions besides age and gender is low” 
(IP1). However, “HR plays a major role” (IP7) in the collection of diversity data. One 
possibility to gather data is “self-identification with employee surveys” (IP5) which is based on 
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“voluntary action” (IP6) which has “received a great response rate” (IP6). However, there is 
also the possibility of a “bias if, for example, the proportion of men is rather high in the 
responses of the survey” (IP6) and thereby might depict a distorted view on gender diversity.  
In conclusion, the analysis of the expert interviews confirms the strategic relevance of diversity 
and the concentration on the focus dimensions as seen in the analysis of the diversity reporting. 
The methodology of the BSC meets the requirements of a MCS which tracks a cause-effect 
relationship and an instrument that communicates and fosters organizational culture change. 
However, IPs draw attention to the need of respecting the specifications of the BSC 
methodology with low complexity, focus on specific KPIs. and ensured integration of diversity 
objectives.  
4.3 Conceptual Model: Integrated Diversity Scorecard 
In the following chapter, the results from the analysis of diversity reports and expert interviews 
are put into practice and the model for the IDS is developed. Contradicting to previous 
approaches stated in the literature review, this model stands out due to the evidence-based 
approach. Furthermore, the self-developed IDS is an advanced MCS for DM with a strong focus 
on practicability for current DM practices in organizations.  
Similar to the Gender Balanced Scorecard by Wijk (2007), there are the following options for 
the adaption of the traditional BSC approach for the design of the IDS: 
1. Integrating Diversity KPIs in traditional four perspectives 
2. Adding fifth dimension: Diversity 
3. Developing new perspectives and replacing existing ones 
4. Combine the traditional perspectives with new perspectives 
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The results from the expert interviews suggest a rather lean approach to avert complexity and 
argue for an integrated reporting approach to avoid the separation of the diversity topic from 
other non-financial and financial performance measures. This speaks in favor of the first option, 
the integration of diversity KPIs in the existing dimensions. Since the Learning & Growth 
perspective entails human resources and organization resources (besides information resource) 
(R. S. Kaplan 2010), this is the most suitable perspective to include diversity as the current 
focus is on internal diversity as the diversity report analysis illustrated.  
With the results from the analysis of the diversity reporting and the expert interviews, a model 
company can be constructed and depicted, which is further used as a baseline for the modeling 
of the IDS. The features and characteristics of this model company are: 
- Mission, vision, and strategy generally promoting diversity and inclusion 
- Strategic objectives regarding focus groups of diversity and inclusion: gender, age, 
culture / nationality, sexual orientation / identification, disabilities  
The determination of the addressed diversity dimensions is thereby based on the findings in the 
literature review which refer to the primary dimension of the Diversity Wheel as well as the 
results of the diversity reporting analysis. 
Identical to the traditional BSC approach, the objectives are derived and KPIs and targets are 
defined. As stated above, the diversity KPIs are integrated into the perspective Learning & 
Growth. However, to ensure higher transparency of diversity objectives and depict a more 
holistic view on the cause-effect relationship of diversity performance an extension of the 
Learning & Growth perspective can be added if the individual data availability and complexity 
of the organization is given. The used data can thereby also be gathered via employee surveys 
as the expert interviews suggested. Figure 1 shows the model of the IDS with the diversity and 
inclusion extension illustrating the strategic map as well as the final design of the IDS with 
exemplary KPIs based on the existing KPIs found in the diversity report analysis. The model 
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thereby incorporates the five focus diversity dimensions which were identified in the 
preliminary analyses.  
 
Figure 1: Model Integrated Diversity Scorecard 
 
The overall objective to “improve internal diversity” is connected to a cause-effect-relationship 
to the performance measures in the individual diversity dimensions. The improvement of 
internal diversity can be measured with an internal employee survey regarding the diversity 
perception. Suggestions for specific diversity KPIs per diversity dimension can be found in 
Appendix 10. However, ratios are the most frequently applied measures. Moreover, these 
objectives are linked to the improvement of the diversity culture which can be tracked for 
example with hours of diversity training or number of founded networks. Further, the cause-
effect-relationship of the entire diversity extension can be drawn to other objectives within the 
Learning & Growth perspective as well as objectives within the other perspectives. This design 
of the IDS thereby fulfills the current necessity for diversity in MCS with an independent but 
integrated component in the BSC. 
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Same as in the OBSC approach by Hermann-Pillath (2009), the development of the IDS should 
include the participation of diverse teams, as the results from the expert interviews also indicate 
an active integration of affected employees. The traditional methodology of the BSC as a 
communication tool and the cascading of the objectives must be maintained since the critical 
success factors stated in the expert interviews also included an increase of awareness, 
accountability, and a change in mindset. 
 
5. Conclusion 
The overall aim of this work project was to develop an evidence-based conceptual model of an 
IDS based on the traditional BSC methodology. The literature showed a significant relevance 
of the topic and provided general guidelines for the reporting of DM performance measures. 
Moreover, three advancements of the traditional BSC approach in the scope of DM were found. 
However, the research on those advancements was limited as they were no further investigated 
and verified in literature and no practical application is evident. The presented model of the IDS 
is the result of evidence-based principles based on the analysis of the current diversity reporting 
of the EUROSTOXX50 analysis as well as expert interviews. It is therefore a highly practicable 
tool with elements that are already applied in practice and comply with the needs of 
organizations. However, the importance of change management in the organizational culture as 
well as motivated diversity managers were repeatedly mentioned in the expert interviews and 
should therefore be considered as critical success factors for the target achievement of diversity 
goals and must therefore be implemented by any means. Further concerns in the course of the 
research process emerged. DM is facing the challenge of possible discrimination effects. A 
transparent display of diversity in organizations might cause controversies in organizations 
where more conservative mindsets exist. Extensive change management directed towards a 
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cultural change needs to be implemented to prevent and discourage discriminating behavior. 
Moreover, the definition of the dimension culture, ethnicity, and nationality is difficult to 
determine in a globalized working environment. Double nationalities, expat contracts, 
migration backgrounds, and a diverse family history for instance make it hard to define the 
“main” nationality of employees. Another core challenge is the gathering, storing, and sharing 
of diversity data. Compliance with international and regional data protection regulations needs 
to be assured at any time. The IT systems are required to be set up accordingly. As the interview 
partners stated, organizations are currently lacking diversity data and need to set up new 
reporting processes. One possibility are self-reporting employee surveys. Thereby a high 
response rate must be ensured to reflect a realistic representation.  
 
6. Limitations and Recommendations for Further Research 
The presented research underlies the following limitations: As the analysis of the diversity 
reporting only covers published information, the results might not depict the full extension of 
the reality in organizations. Further internal information about the data and reporting process 
as well as internally reported KPIs would have been needed. Moreover, the data of the diversity 
reporting analysis is highly unstructured and was standardized whereby more detailed 
information got lost. Regarding the qualitative analysis, the definition of interview partners was 
difficult since there is no cross-function between DM and strategic management accounting. 
Therefore, the interviews were either conducted with a focus on DM or MCS depending on the 
position of the interview partner. As the qualitative analysis showed, local legal regulations and 
requirements on quotas and diversity reporting as well as limitations in data sets due to IT 
systems and data privacy regulations have a high impact on diversity reporting. Those aspects 
were not covered in the literature review and therefore also not anticipated in the analysis.  
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As with most inductive research, the presented results of this work project need to be further 
investigated. Quantitative research that examines the design for the IDS could be conducted to 
get a comprehensive view of the preferred design options and complement and support the 
qualitative research. Furthermore, the model of the IDS needs to be tested in organizations to 
verify the applicability. Thereby the effect of further moderating variables like company size 
or industry on the applicability of the IDS could be assessed.  
In summary, it is surprising that the reporting of diversity measures is still limited as literature 
and the interview partners stress the relevance and currency of the topic. External factors rather 
than intrinsic motivations seem to be the main drivers for diversity which consequently leads 
to a lack of internal commitment and structure. Further, it remains uncertain how legal 
regulations and data issues will affect the extent of diversity reporting in the future. However, 
the expert interviews disclosed the necessity of an integrated reporting approach for DM to 
ensure a successful implementation of DM practices. The IDS complies perfectly with these 
requirements as it is not solemnly a MCS for performance measurement but also serves as a 
communication tool that contributes to the recommended awareness and cultural change the 
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List of Abbreviations 
Abbreviation  Explanation 
BSC   Balanced Scorecard 
CSR   Corporate Social Responsibility 
DM   Diversity Management 
DSC   Diversity Scorecard 
ESG   Environmental, Social and Governance 
IDS   Integrated Diversity Scorecard 
IP   Interview Partner 
KPI   Key Performance Indicator 
MCS   Management Control System 
OBSC   Open Balanced Scorecard 
RQ   Research Question 










Appendix 1: Evaluation sheet diversity reporting 
 
Key Facts Company Name 
  Revenue (in 2019) 
  Industry 
  Country of Head office 




Does the company have a separate section for diversity and inclusion on its 
website? 
  Does the company communicate a diversity strategy? 
  Which diversity dimensions are included? 
  - General 
  - Gender 
  - Age 
  - Nationality 
  - Sexual Identification / Sexual Orientation 
  - Disabilities 
  - Other 
  Which diversity perspectives are included? 
  - Employees 
  - Customers 
  - Suppliers 
  - Others 
  Is the company communicating Diversity Management Initiatives? 
  Which diversity dimensions are included? 
  - General 
  - Gender 
  - Age 
  - Nationality 
  - Sexual Identification / Sexual Orientation 
  - Disabilities 
  - Other 
  Which diversity perspectives are included? 
  - Employees 
  - Customers 
  - Suppliers 
  - Others 
Diversity Reporting Does the company have a Diversity Report? 
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  Does the company include Diversity KPIs in its CSR Report? 
  Does the company include Diversity KPIs in its Annual Report? 
  KPIs published on Website? 
  Which diversity dimensions are included? 
  - Gender 
  - Age 
  - Nationality 
  - Sexual Identification / Sexual Orientation 
  - Disabilities 
  - Other 
  Which diversity perspectives are included? 
  - Employees 
  - Customers 
  - Suppliers 
  - Others 
  List of Reported KPIs 
  Internal Diversity 
  - Gender 
  - Age 
  - Nationality 
  - Sexual Identification / Sexual Orientation 
  - Disabilities 
  - Other 
  External Diversity 
  - Customer 
  - Suppliers 















Appendix 2: Interview guide semi-structured expert interviews 
 
Introduction ▪ Permission for recording 
▪ Current position  




▪ How do you assess the strategic relevance of DM? 
▪ What are your current DM practices? 
▪ Which diversity dimensions (e.g. gender, nationality, 
disabilities, LGBTQ+) are included? 
▪ In your opinion, how do you assess the extension of DM from 
internal diversity (workforce diversity) to external diversity 
(customers, suppliers, etc.)? 
▪ From your experience, what are factors for the successful 




▪ In your opinion, how do you evaluate the quantification of 
diversity strategies? 
▪ Which diversity dimensions are included in the diversity 
reporting? 
▪ Which KPIs are you reporting? 
▪ What challenges are occurring in diversity reporting? 
 
BSC for Diversity 
Management 
▪ Which advantages/disadvantages do you see in the application 
of the BSC for the implementation of strategies? 
▪ Do you think the BSC could be an instrument for DM? 
▪ Which adjustments of the traditional BSC would facilitate the 
application in DM? 
▪ What challenges could arise in the implementation of an 
Integrated Diversity Scorecard? 
 
Outlook ▪ How do you assess the future relevance of DM? 

















Appendix 4: Overview themes qualitative analysis 
 
Interview # Date Duration Format Position IP 
1 01.12.2020 32min Microsoft Teams Head of Controlling, 
Diversity Manager 
2 01.12.2020 30min Microsoft Teams Venture Development 
Manager 
3 04.12.2020 28min Microsoft Teams Management Consultant HR 
4 08.12.2020 18min Phone Call Manager Finance Governance 
5 09.12.2020 30min Microsoft Teams Global Inclusion & Diversity 
and Culture Specialist 
6 11.12.2020 22min Phone Call Corporate Diversity & 
Inclusion Advisor 
















Does the company have a separate section for diversity and 
inclusion on its website? 
39 
  Does the company communicate a diversity strategy? 49 
  Which diversity dimensions are included?   
  - General 49 
  - Gender 23 
  - Age 17 
  - Nationality 20 
  - Sexual Identification / Sexual Orientation 19 
  - Disabilities 19 
  - Other 0 
  Which diversity perspectives are included?   
  - Employees 49 
  - Customers 8 
  - Suppliers 4 
  - Others 0 
  Is the company communicating Diversity Management Initiatives? 48 
  Which diversity dimensions are included?   
  - General 26 
  - Gender 41 
  - Age 12 
  - Nationality 17 
  - Sexual Identification / Sexual Orientation 24 
  - Disabilities 16 
  - Other 0 
  Which diversity perspectives are included?   
  - Employees 48 
  - Customers 5 
  - Suppliers 3 
  - Others 0 
Diversity Reporting Does the company have a Diversity Report? 3 
  Does the company include Diversity KPIs in its CSR Report? 32 
  Does the company include Diversity KPIs in its Annual Report? 44 
  KPIs published on Website? 22 
  Which diversity dimensions are included?   
  - Gender 46 
  - Age 25 
  - Nationality 23 
  - Sexual Identification / Sexual Orientation 1 
  - Disabilities 11 
  - Other 0 
  Which diversity perspectives are included?   
  - Employees 46 
  - Customers 4 
  - Suppliers 1 
  - Others 0 
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Appendix 8: Distribution diversity strategy and initiative by diversity perspective 
Diversity Strategy and Initiative by Perspective Strategy Initiatives 
Employees 49 48 
Customers 8 5 
Suppliers 4 3 
Communities 2 4 










































Appendix 9: Distribution diversity performance measures by diversity dimension 
 
 
Appendix 10: Overview KPIs diversity reporting analysis 
 
Reported KPIs No. 
Internal Diversity   
Gender   
Gender Ratios   
Overall Workforce 44 
Board 6 
Management Level 29 
Employee Selection Progress 1 
New Hires 8 
Layoffs 3 
Parental Leave 6 
Employment Type 3 
Product Group 1 
Gender Pay Gap 4 
Women in mentoring programme 1 
Age   
Age distribution   
Overall Workforce 20 
Board 5 
Per Management Level 0 
New Hires 1 
Average Age   
Overall Workforce 3 
Per Management Level 0 
Nationality   
Number of Nationalities   
Overall Workforce 15 
Board 2 
Per Management Level 2 











Gender Age Nationality / Culture / EthnicitySexual Identification / Sexual OrientationDisabilities
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Overall Workforce 3 
Per Management Level 0 
Disabilities   
Number of Employees with Disabilities   
Overall Workforce 10 
Management Level 1 
Others   
Number of college graduates 1 
Employee survey diversity perception 1 
Hours of diversity training 2 
Percentage / Number of employees trained in diversity 4 
Number or reported incidents 2 
Number of employee networks 2 
External Diversity   
Customer   
Gender Ratio 3 
Age Distribution 6 
Number of Nationalities 3 
Suppliers   
Number of Employees with Disabilities 4 
    
 
 
 
